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Boposed objective8 of the discussio?I 
(Joint session of TAC with the Centre Directors) 
(i) To share and review the experience gained by the Centres 
in their Zong-term pZurtning exercise. 
(ii) To examine the wap andmeans by whichsome d&gree of 
simi&zPity c&d be sought in the purposes, methodotogy, 
scope, fonnat and contents *of the tong-term p2un.s being 
prepared by the Centres. 
(iii) To outline the approach and the general procedures for 
the preparutia of a?? c?veraZZ forward plan for the CGIAR 
sy&e% 
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. LONG-TERM PLANNING . 
1. The Problem 
In line with the recommendations of the first review of the 
CGlAR and further requests from TAC, several Centres have undertaken 
long-tern planning exercises. The TAC Secretariat had the privilege 
to examine several of these long-term plans, L/ few in their final 
form, and most of them still'as drafts for further elaboration and 
review. The differences in the approaches, format and contents of 
these long-term plans in their present state are striking. If large 
differences persist, it will be difficult for the donors and other 
parties concerned to examine and understand these plans individually. 
It will be equally difficult and perhaps impossible for TAC to . 
undertake their comp'ilation and to assist in the formulation of an 
overall forward plan for the system as a whole. 
2. The Objectives 
It is therefore urgent that consultations be held between the 
Centre Directors, TAC and the donors to reach some degree of 
comparability and compatibility between these different plans. It is 
also.deemed useful that available experiences in long-term planning 
(LTP) be shared among the Centres and be used to determine the ways 
v 
and means by which an overall plan for the system could be developed. 
3. The Pole of Long-Term Plans in the CG System 
It is first essential to develop a common understanding on the 
role of LTP documents and their use. They can serve several objectives 
of policy guidance, formulation of strategies and objectives for the 
governing bodies of the Centres and. for the CGIAR as a whole. Long- 
term planning can provide opportunities for the management of the 
Centres and others concerned to review past accomplishments, to re- 
assess problems and needs, determine future priorities, programme 
changes and develop an integrated framework for future action. They 
can also provide a basis for those dealing with the financial aspects 
Y In particular those of IRRI, CIMMYT, CIAT, CIP, IITA, ICRISAT, 
ILCA and IBPGR. Since these documents are in general not 
officially released, it would be premature for the TAC 
Secretariat to comment on their contents. The present note 
was prepared as an annotated agenda for a general discussion 
of this subject. 
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of the Centres' activities to review the adequacy of the resources and 
facilities available, to assess future needs, to examine alternatives 
in meeting these needs and make an estimate of future resource 
allocations required by the programme under different set of assumptions. 
The long-term plans which have been developed so far meet these 
different purposes to a varying degree. For example some do not address 
the -question; *of-theresources requirements'at-all:-. : - . .; . . . . . . 
4. The Methodology 
Some Centres have developed their plans mostly through an . 
internal process under the overall guidance of their Boards. In some 
other cases, there have been wider consultations with experts from 
developed and/or developing countries, as part of internal reviews, 
planning conferences, planning committee meetings, etc. ,The information 
base for long-term planning varied accordingly. Obviously, diverse 
approaches, methodologies, criteria and different information bases 
lead to quite different results. Without seeking complete uniformity, 
some degree of similarity in the methodology of long-term planning 
exercise is an essential prerequisite for a comparative analysis of 
their results. 
5. The Scope 
Many Centres are developing lo-year plans starting with the 
present decade and reviewing their accomplishments during the 1970s 
(e.g. CIHMYT, ICRISAT, CIAT). Others used a five-year period (WARDA). 
It is difficult, however, to assess future resources requirements 
over a long period, especially in research. Some Centres, such as 
CIMMYT, prepared a lO-year plan with 6year projections of their staff 
requirements. 
The scope of the long-term plans should be determined. In 
their P&B documents, most Centres already make two or three years 
projections beyond their two-year programmes and budgets. The P&B 
documents could provide an opportunity for monitoring the implementation - 
of the LTPs and updating their content. Nevertheless, the optimum 
frequency of long-term plan exercises should be determined and adopted 
for the whole.CG system. This frequency should perhaps follow those 
of the reviews of the Centres and of the CGIAR as a whole (five or 
six years). . 
c 
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6. The Format and Contents 
A comparison of the format of the existing plans shows considerable 
differencds. As for the P&B documents, some general guidelines for the 
presentation of the LTP documents will have to be established in 
consultation with the divense parties concerned (Centres, TAC, CC 
members). It should be possible to develop a common outline for these 
documents a4 some general guidesines, in particular as regards the 
nature and amount of quantitative information to be included (e.g. 
staffing targets, budgets). 
7. The Elaboration of a Forward Plan for the , 
CGIAB System as a whole 
This difficult exercise should be started in a pragmatic manner 
by successive approximations of the "demand" side and the "supply" side 
under different assumptions. The staffing targets (senior staff) appear 
to be the most convenient way of comparing the size of the projected 
efforts in different areas across Centres, with a planning horizon of 
5 or 6 years. A major question will be to decide whether to confine 
the exercise to core resources only or to assess the total projected 
involvement of the Centres (core and non-core). Comparisons of the 
individual projections of the Centres, by regions, by activity, by 
commodities, etc., should enable to make successive adjustments in the 
overall forward plan, using as a background the criteria and priorities 
established by TAC. The involvement of the different parties concerned 
in this process will have to be determined. 
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to examine several of these long-term plans, &/ few in their final 
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It will be equally difficult and perhaps impossible for TAC to 
undertake their compilation and to assist in the formulation of an 
overall forward plan for the system as a whole. 
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It is therefore urgent that consultations be held between the 
Centre Directors, TAC and the donors to reach some degree of 
comparability and compatibility between these different plans. It is 
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(LTP) be shared among the Centres and be used to determine the ways 
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6. The Format and Contents 
. 
A comparison of the format of the existing plans shows considerable 
differences. As for the P&B documents, some general guidelines for the 
presentation of the LTP documents will have to be established in 
. consultation with the diverse parties concerned (Centres, TAC, CC 
members). It should be possible to develop a common outline for these 
documents ad some general guidefines, in particular as regards the 
nature and amount of quantitative information to be included (e.g. 
staffing targets, budgets). 
7. The Elaboration of a Forward Plan for the , 
CGIAB System as a whole 
This difficult exercise should be started in a pragmatic manner 
by successive approximations of the "demand" side and the "supply" side 
under different assumptions. The staffing targets (senior staff) appear 
to be the most convenient way of comparing the size of the projected 
efforts in different areas across Centres, with a planning horizon of 
5 or 6 years. A major question will be to decide whether to confine 
the exercise to core resources only or to assess the total projected 
involvement of the Centres (core and non-core). Comparisons of the 
individual projections of the Centres, by regions, by activity, by 
commodities, etc., should enable to make successive adjustments in the 
overall forward plan, using as a background the criteria and priorities 
established by TAC. The involvement of the different parties concerned 
in this process will have to be determined. 
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